Abstract We examine volunteer satisfaction with HRM practices, namely recruitment, training and reward in NPOs and attitudes regarding the appropriateness of these practices. The participants in this study are 76 volunteers affiliated with four different NPOs, who work in hospitals and have direct contact with patients and their families. Analysing aggregate results we show that volunteers are more satisfied with training, and consider the training strategies to be very appropriate. After identifying differences between organisations we discover that in some organisations volunteers are satisfied with rewards but they have negative attitudes regarding the appropriateness of the recognition strategies. We also identify the volunteers who are the most and the least satisfied.
Introduction
Prior to the 1980s, interest in management practice within the voluntary sector was minimal, given that most practitioners considered themselves to be different from the for-profit sector and appeared to be satisfied with a management approach based on principles of goodwill, flexibility, informality, commitment and natural ability (Cunningham 1999) . The essence of the sector was voluntarism, philanthropy, compassion and a concern with the public good (Anheier 2000) . Beginning in the 1980s, the move towards more professional management practice seemed inevitable (Willis 1991) because "good intentions" were not enough and more attention had to be paid to business disciplines (Cunningham 1999) . Nowadays, non-profit organisation (NPO) growth stresses the need for guidelines and expert advice on how to effectively manage these organisations (Drucker 1990 ).
There is a rich and diverse body of literature focusing on the management of volunteers, and it is well known that professional management of volunteer programs is essential to overcoming barriers to participation in volunteering (Cuthill and Warburton 2005) . However, we cannot avoid turnover and it can have very debilitating costs since it may lead to starting the recruitment, selection and even training processes over (Watson and Abzug 2005) . There is also the disruption of organisational routine, culture and other constituents when old faces disappear, so the customary advice to managers points out a correlation between job satisfaction and voluntary turnover (Watson and Abzug 2005) .
Despite the extensive use of volunteers in the health system, volunteers that work in hospitals have been overlooked in previous research. We consider the hospital volunteer to be a particular form of volunteering whose major distinction is based on a context of action (Byers et al. 1976 ), as it is performed in a hospital environment. In this context we can say that volunteering is a human resource support in extremely demanding situations in terms of service requests, not always related to health (Paúl et al. 1999) . "Hospital volunteers are perceived to add to the quality of a hospital by contributing to the happiness and comfort of patients, their families, and visitors. They add a human touch to the technical aspect of care" (Hotchkiss et al. 2009: 120) . There is a need for a wider dialogue between civil society and the hospital, with the aim of combining the technical and human aspects (Andersen 2003) , leading to better results in the provision of health care (Leandro and Cardoso 2005) .
The League of Friends and other types of organisations (like the Red Cross for example) try to complement the services provided by hospitals in their mission of taking care of patients and their families (Leandro and Cardoso 2005) . Consequently, this voluntary work can be seen as an intermediary between the users and the hospital, in which the hospital can not only promote a healthy social relationship with users and/or patients, but also promote a more human environment (Leandro and Cardoso 2005) , since the principal beneficiaries of volunteer work are patients, volunteers, the organisation and society (Selli et al. 2008) . It is known that volunteers play an important role in hospital humanization, although there are few details about this participation and contribution (Nogueira-Martins et al. 2010) .
Consequently, organisations responsible for the management of volunteers should consider their workforce as part of the strategic planning process. In order to make this process more comprehensive, it is essential for planners to evaluate the volunteers' degree of satisfaction (Ralston and Rhoden 2005) . We can consider satisfaction to be the difference between what one wants and what one gets from their job (Doherty and Carron 2003) , and job satisfaction is a key factor in the retention of volunteers. Therefore, managers should consider the usefulness of evaluating the satisfaction of their volunteers and obtaining measures of volunteer satisfaction in order to give managers a sense of whether or not the needs of the volunteers are being met (Silverberg et al. 2001) .
This paper aims to add to the understanding of organisation management impact on volunteer satisfaction. We will analyse satisfaction and attitudes towards management factors and describe management factors themselves. Following a review of the relevant literature, the research and findings are presented. The article concludes with a discussion of the results.
2 Background (context)
Organisational influence
"Research on volunteers has largely ignored the fact that most volunteering takes place within organisational contexts" (Grube and Piliavin 2000: 1109) . Volunteer organisations, in which there is no employer-employee relationship between the volunteer and the organisation, represent a specific context in which we can explore many effects (Catano et al. 2001) . The key to a successful volunteer program is the willingness to make the same investment in volunteer staff as in paid staff (Manninen 1991) . Variables related to volunteers' experience with a specific organisation should be relevant (Grube and Piliavin 2000) and considered when we study satisfaction. Some authors regard the work environment to be an important part of the job satisfaction construct, so research should consider this influence (Kemp 2002 ). Different organisations can have different influences on volunteer satisfaction. For example, Cuskelly et al. (2006) used an HRM approach to examine the efficacy of volunteer management practices in predicting problems within rugby union clubs, and found that clubs which reported more extensive use of orientation, and training and support practices reported fewer problems in the retention of volunteers; Cnaan and Cascio's (1998) major findings indicate that volunteer satisfaction can be explained in part by practices of volunteer management; Catano et al. (2001) show a parallel between two organisations (a voluntary service organisation and a trade union) concerning the organisational environment and found differences in terms of commitment and involvement; Farrell et al. (1998) surveyed volunteers about their experience, site facilities and organisation and; finally Costa et al. (2006) indicate that part of their future work will be to study of the ways management and training volunteers affects job satisfaction.
Volunteer satisfaction
In order to better recruit, train and retain volunteers there is a need to identify ways to increase the overall satisfaction of volunteers with their experience and work (Costa et al. 2006 ). Cnaan and Cascio (1998) find that changes in volunteer performance variables, especially volunteer satisfaction and tenure, can in part be explained by practices of volunteer management. In the work of Blanchard (2006) on hospital volunteers we can see that some volunteers pointed out difficulties in their ability to perform their volunteer role effectively. It is logical to assume that more satisfied volunteers will be more active and more likely to continue helping (Finkelstein 2008) .
The concept of satisfaction is considered theoretically relevant in many studies on the factors that influence the permanence of volunteer participation in organisations (Vecina et al. 2009) . Satisfaction is a difficult concept to study since it has a wide diversity of interpretations (Vecina et al. 2009) , and the variety of tools used to measure paid employee job satisfaction indicates the many different conceptualizations of this construct (Silverberg et al. 2001) . Table 1 shows a résumé of some important research made in this area, which identifies dimensions of satisfaction, ways of measurement as well as the context where the data was obtained.
Considering these aspects we proceeded to analyse the impact of management factors on volunteer satisfaction, taking into consideration the existence of important differences among organisations, so we hypothesize:
Hypothesis 1 Organisational influence on volunteer satisfaction with HRM practices. (Ferreira et al. 2009 ). Recruitment of appropriate volunteers is very important to the survival and growth of an organisation (Brudney and Kellough 2000; Jago and Deery 2002) . Recruiting volunteers should not be an undifferentiated search for manpower irrespective of qualifications, but a selective mission to locate and entice people with appropriate backgrounds and aspirations to fill designated organisation needs that intrigue them (Brudney 1990; Edwards 2005) . However, the recruitment process is often informal, and attracting qualified applicants can be a complex task (Cuskelly and Auld 2000) . "Training is the process of instructing volunteers in the specific job-related skills and behaviour that they will need to perform in their particular volunteer job." (McCurley 2005: 606) . Training is costly and timeconsuming and sometimes organisations think that investing in training is not worthwhile (Hartenian 2007) . However a lack of adequate training is regarded as a key constraint on the effectiveness of the voluntary sector (Cunningham 1999; Wilson and Pimm 1996) , and providing continual training support can benefit volunteers (Jäger et al. 2007; Woods 2006) . Nunes et al. (2001) studied the importance of training volunteers and concluded that this management factor is considered a key element in an organisation's viability. Nonetheless, its importance is often not conveyed and is frequently even considered dispensable (Nunes et al. 2001 ). Many volunteers give importance to the intrinsic and extrinsic rewards of their work (Hsieh et al. 2007 ). They are looking for clear and visible indications of the effectiveness of their work (Jäger et al. 2007) . They need to know that they are appreciated and that they make a difference (Carvalho and Souza 2007; Woods 2006) and the feeling of being recognized and appreciated is something that volunteers greatly value (Holmberg and Söderlung 2005) . Volunteers appreciate a "thank you" or "well done" when offered by beneficiaries or coordinators (Philips et al. 2002; Hsieh et al. 2007 ), and they also appreciate feeling they are part of a team, having a good work environment and someone showing personal interest in their life (Carvalho and Souza 2007) . Some appreciate the more formal recognition given by organisations (Brudney 1990) , such as being included in trips and events with other volunteers and staff (Hsieh et al. 2007 ), dinners, gifts, certificates, plaques, trophies, reference letters or recognition in a newsletter (Brudney 1990; Brudney 2005; Brudney and Nezhina 2005; Carvalho and Souza 2007; Woods 2006) . The use of symbolic rewards and recognition activities is significant in explaining volunteer satisfaction (Farrell et al. 1998) , hours volunteered per month (commitment), length of service (tenure) (Cnaan and Cascio 1998) and retention (Hager and Brudney 2004) .
According to this we aim to discern whether there are important differences among organisations in regard to attitudes concerning the appropriateness of these HRM practices (recruitment, training and reward) so we hypothesize:
Hypothesis 2 Organisational influence on volunteer attitudes related with HRM practices.
If this study finds that specific organisations influence volunteer satisfaction and attitudes with HRM practices, then we should identify the good examples, learn from them and recommend the application of their main guidelines for effective NPO management. The empirical support provided by this study may act as a guideline for managers of volunteers, since this resource should be considered as a key element in the strategic planning process and it is fundamental to know whether volunteers are satisfied or not. Ultimately, this study can lead to policies to reduce volunteer turnover.
The research
We considered the set of volunteers that perform their activities in hospitals as one group. These volunteers had to belong to an organisation and have direct contact with the final beneficiaries of the organisation, in this case patients and/or their familiars. Using data from INE (2001) and National Health Department we compiled a list of the 108 public hospitals in Portugal, which have diverse legal configurations and are spread throughout the country. At this point we did not know which hospitals had any auxiliary volunteers. We contacted all the hospitals by telephone and learned that 14 of them do not have volunteers. We did not get any information from 25 hospitals, leaving a total of 69 hospitals we could identify as having volunteers. In this paper we present data from four different NPO's working in four hospitals. The participants in this study were 76 volunteers affiliated with four different NPO's.
All of these volunteers work in public hospitals and have direct contact with patients and their families. Approval for the study was obtained in a first meeting with the organisation manager and the volunteers' manager. The volunteers for our study were recruited through their managers. Surveys were collected within 3 months of the original date of distribution (October of 2009). Each participant returned the survey to their volunteer manager for collection.
Participants
The participants belong to four volunteer organisations that work with hospitals, supporting patients and their families. In total, 76 volunteers from four different NPO's participated in the survey. There were 64 usable responses, since some of the questionnaires were not complete.
The majority of the participants are part-time volunteers who dedicate an average of 6 h per week to their volunteer work. Participants range in age from 25 to 84 years (M= 61, SD= 13) and are mainly woman (89%) and retired (64.1%). In Table 2 we can see data related to education, monthly income, sex and civil status by organisation. If we look at recent data about education in Portuguese residents over 55 years-old (INE 2008), we find that 62% have basic education, 4% have finished high school and 5% have earned a college degree, so the volunteers in this study clearly present higher levels of education.
Measures and procedures
The survey instrument was designed to measure satisfaction and attitudes related with recruitment, training and reward. The issues covered in the survey were derived from a review of the literature. Questions were rated on a sevenpoint Likert scale. For the analysis of satisfaction with HRM we used six questions adapted from the work of Vecina et al. (2009); and Silverberg et al. (2001) : "I feel I receive a fair amount of recognition for the volunteer work I do"; "I receive the recognition that I deserve from my organisation"; "I'm satisfied with the recruitment process"; "I'm satisfied with the interest of the organisation in matching my preferences to available functions"; "I'm satisfied with the training offered in order to improve my work as volunteer"; "I'm satisfied with the skills I learn". For the analysis of attitudes regarding HRM practices we used three questions: "In your opinion are the recruitment and selection strategies the most appropriate?"; "In your opinion are the training strategies the most appropriate?"; and "In your opinion are the reward and recognition strategies the most appropriate?".
The survey was pre-tested and modified prior to implementation. The survey was tested on a small sample of volunteers (n= 10) coming from different health organisations, where each of the volunteers not only answered the questionnaire but was interviewed to explain the problems he/she found with it. Small modifications in sentence wording were made on the basis of feedback received. For our final analysis we did not use all of the questions in the questionnaire. It is extremely important to evaluate the quality of the collected data (Bollen 1989; Hair et al. 1998) . In the first moment we will use an exploratory factor analysis to examine scales validity, considering as criterions eigenvalues greater than 1, factor loadings greater than 0,5 and values for Kaiser-Meyer-Olkin (KMO) greater than 0,7 (Hair et al. 1998) . In a second moment we will check scale reliability through Cronbach's alpha (Bollen 1989; Hair et al. 1998) .
"Validity is concerned with whether a variable measures what is suppose to measure" (Bollen 1989: 184) , and according to the same author we can have content, criterion, construct and convergent-discriminant validity. In our research we can verify content and construct validity. We have already expounded on the concepts of satisfaction and attitudes related to HRM practices, presenting its theoretical definitions, dimensions and measures ensuring the qualitative validity. Construct validity assesses whether a measure relates to other observed variables in a way that is consistent with the theoretical basis. Initially, for the analysis of satisfaction with HRM practices we had two more questions ("I'm satisfied with the feedback I receive from beneficiaries" and "I'm satisfied with the feedback I receive from coordinators").These were eliminated because their factor loadings were too low. We kept all six of the questions mentioned previously and we found KMO = 0,727, which is considered a medium result (Pereira 2004) and the total amount of variance explained by the solution is 62%. For the attitudes related with HRM practices we kept the three questions mentioned previously and we found KMO = 0,705 which is considered a medium result (Pereira 2004) and the total amount of variance explained by the solution is 76%.
One of the most widely-used measures to assess the consistency of a scale is Cronbach's alpha (Hair et al. 1998) . In this case, for the items of HRM practices we get a Cronbach's alpha of 0.898 and for the items of SHRM we get 0.895, both of which indicate a good internal consistency.
The questions related with HRM obtain high means (between 4 and 5 points) and the practice considered more appropriated is training (mean = 4.56). The questions related with SHRM also obtain high means (between 3.6 and 5.2 points), satisfaction with training has the highest mean (mean = 5.15) and satisfaction with recognition the lowest values (mean = 4.2).
To investigate the difference between the organisations, we proceeded with a MANOVA since it is designed to look at several dependent variables simultaneously (Field 2005) . We tested satisfaction with Human Resource Management (SHRM) and attitudes regarding Human Resource Management (HRM) separately.
First we checked the assumptions of MANOVA: multivariate normality and homogeneity of covariance matrices (Field 2005; Hair et al. 1998; Maroco 2003) . We used the Kolmogorov-Smirnov test for the two groups of variables-SHRM and HRM, to check the normality of the dependent variables and found they have a normal distribution (the values of sig. are greater than .05). The assumption of equality of covariance matrices was checked through Levene's test and we used Box's test in order to compare variance-covariance matrices between groups (for our data p=.388 and p=.290, which is greater than .05) and so the assumption of homogeneity is met.
MANOVA has four statistics tests and we needed to know which one is best in terms of test power and robustness (Field 2005) . For the data related to SHRM Pillai's trace (p=.024), Wilks's lambda (p=.022), Hotelling's trace (p=.020) and Roy's largest root (p=.003), the tests reached the criterion of significance of .05, so we can affirm that organisations have significant differences relative to the dependent variable considered, thus we accept hypothesis 1. For the data related to HRM we have Pillai's trace (p=.102), Wilks's lambda (p=.079), Hotelling's trace (p=.061) and Roy's largest root (p=.003), so in this scenario the statistical test we chose is determinant since dictates the rejection or acceptance of differences between organisations. If we look at the observed power we can see that Roy's largest root showed the highest power (.920), so we can say that organisations had a significant effect on HRM and we accept hypothesis 2. To see the nature of these effects we used the Tests of between-subjects effects (see Appendix 1- Table 3 ). We can see in Table 3 that the values of p indicate that, in most cases, there was a non-significant difference between organisations, except for the first variable ("I feel I receive a fair amount of recognition for the volunteer work I do", p=.006) and the third one ("I'm satisfied with the recruitment process", p=.032). These results lead us to conclude that these variables suffer an effect from the organisation. In Table 4 we had similar results, and the last variable ("In your opinion are the reward and recognition strategies the most appropriate", p=.020) suffered an effect from the organisation.
Finally to identify the differences between organisations we used Tukey's Honestly Significant Differences (HSD) method. The analysis of the outputs (see Appendix 2-Table 5 and 6) was used to determine the significant differences between group means, so we can see that for SHRM we have two groups for the variable "I feel I receive a fair amount of recognition for the volunteer work I do". The first group includes the Leagues of Friends from the hospitals of Santo Tirso and Leiria, which are the Leagues with the lowest values (see Table 7 ) for this variable. The second group includes the Leagues of Friends from the hospital of Castelo Branco and the Red Cross from Guimarães, which have the highest values (see Table 7 ) for this variable.
Discussion
Analysing the aggregate results we can see that training gets the highest results in HRM practice, and reward and recognition get the lowest. Organisations that offer training and professional development opportunities for volunteers have higher rates of retention (Hager and Brudney 2004 ) and the opportunities to share opinions and experiences during training help to build volunteers' sense of community (Costa et al. 2006 ). The same is true for SHRM since satisfaction with training has the highest means and satisfaction with recognition the lowest values. We can affirm that even the lowest results can be considered as very good, since all values are higher than the scale average.
As we saw previously, considering SHRM we have two different groups for the variable "I feel I receive a fair amount of recognition for the volunteer work I do", and, as we saw in the work of Cnaan and Cascio (1998) , this shows that some aspects of volunteers' management might influence volunteer satisfaction. Volunteers from the first group (Leagues of Friends from the hospitals of Santo Tirso and Leiria) are less satisfied with the recognition they receive from the organisation and, on the contrary, volunteers that belong to the second group (Leagues of Friends from the hospital of Castelo Branco and the Red Cross from Guimarães) are the most satisfied with the recognition their organisation gives to them. Note that the Red Cross of Guimarães belongs to both groups (see Table 7 ), although looking to the mean value obtained and to the other means, we believe that is more precise to include it in the second group.
For the variable "I'm satisfied with the recruitment process" we also have two groups; the first includes the League of friends from the hospital of Santo Tirso and the Red Cross from Guimarães with the lowest values (see Table 7 ), and the second group with the Leagues of Friends from the hospitals of Castelo Branco and Leiria have the highest values (see Table 7 ). This means that the volunteers from the first group are less satisfied with the recruitment process and the volunteers that belong to the second group are more satisfied with the recruitment process. Noting that the Guimarães Red Cross belongs to both groups (see Table 5 ), if we look again to the mean value obtained and to the other means, we consider the best option is to include it in the second group.
In Table 8 (Appendix 3), we can see the means for the variable "In your opinion are the reward and recognition strategies the most appropriate" has the League of Leiria with the highest value, meaning that their volunteers believe reward and recognition strategies are appropriate, although if we look to the previous results related to the satisfaction with the amount of recognition that volunteers receive we can see that the volunteers from Leiria are less satisfied-so while they believe the reward and recognition strategies are appropriate they are not satisfied with what they get, therefore the organisation is probably not performing as they say or as volunteers expect. On the other hand, we find volunteers from the Guimarães Red Cross believing that the reward and recognition strategies are not very appropriate, although they belong to the group having the highest values related to satisfaction with the amount of recognition they get, which leads us to conclude that either this organisation has a proper operationalisation of the recognition strategy since volunteers are happy with it even while considering these strategies as not very appropriate, or volunteers expectations related to recognition strategy are low. Note that the work of Philips et al. (2002) shows the importance of reward and recognition strategies since volunteers cite it as one of the most important types of support that organisations can give to their efforts. Cuskelly and Boag (2001) affirm that when volunteer work is recognised as worthwhile their retention tends to be higher and Akingbola (2006) holds that it should be appraised on a continuous basis. In Figure 1 we gather this information and conclude that volunteers from the Castelo Branco league are more satisfied (with both reward and recruiting processes), although they consider the reward strategy not very appropriate. Volunteers from the Santo Tirso league are less satisfied (with both the reward and recruiting processes), although they consider the reward strategy very appropriate. Accordingly, we can identify an opposite relationship between satisfaction with reward and recognition strategies versus the attitudes regarding the appropriateness of reward and recognition practices.
Conclusion
Previous studies make important contributions to the study of management factors influences in volunteer work, although, to the best of our knowledge none of them rely on hospital volunteers, some do not specify which management factors are considered and others study different management factors than those studied in our work. Therefore, this paper relies on hospital volunteers and directly examines satisfaction and attitudes related with management factors (recruitment, training and reward).
Volunteering is a fundamental human activity that does not stand still, since it is directly affected by changes in the environment in which it takes place (Murphy 2008) .
Our research is on volunteers who perform their activities in hospitals, supporting patients and their families. In the work of Nogueira-Martins et al. (2010) volunteer work was considered very useful for the hospital and quite satisfactory for volunteers. Our major findings are that HRM practices, namely recruitment, training, reward and recognition can influence volunteers' satisfaction and attitudes. We also consider the differences between organisations to be important, and these differences are related with the HRM practices.
We show that training is the HRM practice that gets the highest results and the same happens with SHRM, since satisfaction with training has the highest mean. After identifying differences between organisations we find that, not withstanding organisation similarity, there are differences regarding volunteer attitudes and satisfaction. Moreover, we discover an opposite relationship between satisfaction with reward and recognition strategies and the process of reward and recognition, showing that the more satisfied volunteers consider the reward strategy as not very appropriate and less satisfied volunteers consider the reward strategy very appropriate. At the same time we observe that the Guimarães Red Cross and the League of Friends of Leiria are in extreme positions, but if we examine the volunteers' characteristics (Table 2) these two organisations present more similarities. Thus, they have very similar volunteers but these volunteers have opposite opinions about HRM attitudes and satisfaction. We conclude that these results are explained by the implementation and application of HRM practices and emphasize the importance of examining their implementation and related processes as noted by Becker and Gerhart (1996) . The identification of organisational differences might help to improve the performance of other organisations in some areas.
Discrepancies between expectation and reality, as seems to be the case with reward and recognition practices, can be very harmful. NPO recognition of this problem can have a positive impact on volunteer attitudes, satisfaction and retention through increased concern for reward and recognition policy and practice.
As a precaution we can say that in light of the responses rates it is possible that those volunteers with higher levels of satisfaction are more likely to participate in this kind of survey than those with lower levels of satisfaction. If this is the case, our results need to be interpreted with caution.
Appendices
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